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Chai rman Hyde, Menbers: Thank you for inviting ne to appe ar before the
Conmittee. | have known the Chairman for over twenty five years, and have net
with several other menbers. | also have appeared before the Committee several
times in ny previous capacity as Executive Director of the UN Wrld Food
Program a position | held prior to serving as Under Secretary General for
Managenent. WFP worked with the committee toward our m ssion of ending hunger,
specifically in Afghani stan, North Korea, the Bal kans, the Horn of Africa, and
Latin Arerica. Also, twice, | met with commttee nenbers, under Chairnman
Glman, during their visits to Rome.

After alnost twelve and a half years of service to the UN, | officially retired
on April 30, 2005, so | appear before you today as a fornmer UN official. (Please
note, though, that | still chair the UN System Standing Committee on Nutrition.)

The views | am about to express are ny own.

REFORM | S POSSI BLE

REFORM i s a perpetual buzzword at the United Nations, as it should be. REFORM
has been a continuous refrain during ny entire tine as a senior UN official.
Soneti mes, reform measures are successful, sometimes not. It is never easy to
nove a |large organization like the UN, any nore than it is easy to reforman
entity of the US governnent, but it is inportant to nmaintain an atnosph ere of
continual reform And, it is important to believe that reform CAN occur, and
that it can be very constructive.

One recent exanpl e achi eved under Secretary Ceneral Kofi Annan's direction was
reformof the UN s world wi de security operation. Even bef ore the tragi c bonbing
of the UN office in Baghdad, he had conm ssioned a review of the UN security
operations. The review was broader than that which was requested by the General
Assenbly, as he felt that there needed to be a review of all aspects of security
of staff in the UN system

As you may know, three nonths after the bonbing, he asked ne to serve as acting
security coordinator, a position | held for sixteen nonths, in addition to ny

responsibilites as USG for managenent. Wrking with the Secretary CGeneral and
the Deputy Secretary CGeneral and with UN Security professionals, we devel oped a



conprehensi ve, unified security managenent systemfor the UN. Then, we spent
many hours, days and ni ghts and weekends, working with the governnents who
participate in the Fifth Commttee of the General Assenbly, as they considered
the Secretary General's proposal. Al but a few conponents of his proposal were
approved. The new system brings together all the security entities of the
Secretariat under one managenent, and clarifies the conmand and contro
functions for security of staff in every field location for all UN agenci es and
staff.

COVPARI SONS

The United Nations is not just the Secretariat in New York, but it is nade of
many organi zations - called specialized agencies, funds, and programmes. The
headquarters of these organizations are placed around the world and their
operations are, for the nost part, world wi de. Mt are directed by governing
bodi es which are independent fromthe General Assenbly. Theref ore, the Secretary
Ceneral excercizes noral authority but has no legal authority over them

The UN s scope is inmense and nostly not contraversial. For instance, it

i npacts on how international mail is delivered, on air and sea transportation
intellectual property, climate matters, environmental issues, food safety, and
health. It influences |abor law, protects refugees and children and nothers.
It works in devel oping countries to end hunger, to mtigate the devestating

i npacts of natural and man nmade disasters

There are several different nodels for how the agenci es operate. Havi ng
directed one organi zation - WP - for ten years, and having been at the UN
secretariat for a quarter of that time, | thought it mght be useful to | ook at

the question: Wiy were we able to reformthe Wrld Food Programinto what sone
called a nodel of UN reform building many of its systens into state of the art
operations, and why it is so difficult to do sone of the sane kinds of things at
the UN Secretariat? | believe that there are several factors that make a

di fference.

1. Funding

Most UN funds and prograns are voluntarily funded. The Secretariat and many UN
agenci es are funded by assessnents of Menber States.

Vol untary funding creates an entirely different atnmosp here at WP than at the
UN. At WP, every staff menber knows that we have to be as efficient,
account abl e, transparent, and results oriented as is possible. If we are not,
donor governments can take their funding el sewhere in a very conpetitive world
among UN agencies, NG, and bilateral governments. The Menber States - donor
and reci pient governnents alike - know this too, and therefore, work together
with the WFP secretariat, to approve governance procedures and operati onal
policies that support these efficiency efforts. |In addition, since WP never
knows, at any given time, exactly what the budget will be, and since WFP has to
respond to energencies within 24 hours, the governi ng body gives the secretariat
flexibility in managi ng expenditures and creating the managenent organi zation of
t he program

Assessed funding creates a different set of priorities anong governnents. There
will be a certain | evel of budget avail abl e, even though nmenber states quibble
about margi nal differences (I have seen delegates argue for days and days over



one post). The bottomline is that the budgets will be at worst, static, so
prime issues becone protection of existing interests within the secretari at
budget. Seldomis performance a key criteria.

If it were, for exanple, then the General Assenbly would have, by now, reformnmed
the International Gvil Service Conmission (I1CSC). This is the conm ssion that
sets standards for all UN civil servants world wide. The Secretary Cenera
requested a review of |1 CSC operations, and as a result, a nodest set of reform
proposal s were nmade. They include the reconmendati on that nmenbers el ected by the
GA to this body be QUALIFIED to hold the positions. The |ICSC opposes all the
recommendati ons and they have been stalled in the GA for al most a year.

Staff menbers in the Secretariat are, generally, as dedicated as those at
voluntarily funded agencies, but it is alot nmore difficult for themto be as
notivated to be creative, both because of funding and because of governance.
Therefore, over time, as in any bureaucracy, initiatives are | ess common.

It is a common view of the systemthat UNDP, UNI CEF, UNFPA, UNHCR, and WFP are
probably the best run UN agencies. It is no coincidence that they are al
voluntarily funded (except for a small portion of UNHCR s budget).

2. (Governance

WFP (and UNI CEF, UNDP/ UNFPA) have 36 nenbers on their boards. The 191 nenber
states, set the policy that there be 36 nenbers on each board, and they al so
choose whi ch nenber states serve on each board. For thenselves, however, for
conmttees to review the work of Secretariat entities, their formats are al
made up of committees of the whole. |In other words, to review the UN
Secretariat budget (which is smaller than those of WFP and UNDP), 191 nenbers
can participate in conmttee, and again when the General Assenbly neets to
affirmthe commttees’ work. This often creates a deadlock in the conmittees.

| magi ne what the work of the House International Relations Conmttee would be
like if all menbers of congress were menbers of the conmttee. Wth so many
menbers, it becomes inpossible to concentrate on broad policy issues, so nenber
states work to preserve what is inportant to themand they end up m cronmanagi ng
the operations of the secretariat. For instance, whether an existing position
gets the upgrade proposed by the Secretary General usually beconmes a high
priority for the del egation of the country from which the incunbent staff menber
cones.

Covernments are not immune to simlar behavior in funds and prograns. On one
occasion, a government cut its funding by 20%to WP, specifically to show their
di spl easure because | did not hire one of their citizens in a high |eve
position. As this was done during the tinme when the US was w t hhol di ng sone of
its dues to the UN, the other governnent told ne that they were follow ng the

| ead of MY country on w thhol ding funds when they didn't |ike UN actions.
Eventually, we they returned to their earlier contribution |evel

There is anot her governance difference between nenber states in NY and in other
UN headquarters cities |like Rone and Geneva. That is in the background of the
peopl e that governnents assign to these postings. The people sent to Rone are
fromagricultural mnistries or aid/devel opnent organi zations. They are nore
technical and they are conmted by their professions to a certain set of

subst anti ve issues.



Many of the people sent by governnents to UN missions in NY are politicians.
They are up and conmers who have either held very inportant positions intheir
governments or who are on their way up. For instance, the current foreign

m ni sters of the Russian Federation and the Palestinian Authority left their
positions as Anbassadors to the UNin NY, to take up their current jobs.

The sanme practice is true for nore junior diplomats as well. Rising stars often
are posted for at |east one diplomatic termto NY. One anbassador told ne that
his country sends its high perforners to New York and its poor perforners to
Nai r obi (Poor Kenya!).

This contributes to the political nature of the decision making. The UN deal s
with many "political" issues, of course, but when del egates make politica

poi nts using issues |like security of staff or personnel policies, that is
regrettabl e but not unexpected as they are making their "marks" to inpress their
capitols.

3. Managenent Accountability

Al t hough the budget of WFP is larger than that of the Secretariat, nost of the
former is food and transport. Mst of the latter is staff. The staff are

| ocated not only in NYC, but also in Geneva, Vienna, Nairobi, Santiago, Beirut,
Bangkok, Addis Ababa, and in a variety of information centers.

On paper, there are over thirty people who report to the Secretary General. They
are Under Secretaries Ceneral, heads of funds and prograns, executive
secretaries of regional comm ssions, and various other positions. It is not
realistic, in any organization, for any one person to have that many reports.

Secretary CGeneral Annan made an inportant change in his 1997 reforns when he
created a cabinet style nanagenent setting, holding weekly neetings with many of
his direct reports. 1In addition, he organized executive commttees - working
groups - of senior people to regularly coordinate actions in specific areas.

As the UN has grown and the Member States have added responsibilities, nore
peopl e have been added as direct reports to the Secretary General. They include
Under Secretaries General for Africa, Least Devel oped Countries, Children in
Armed Conflict, Security, Disarmanent, the Inspector General, and even the Ol
for Food Program

There is no systemfor managing this far flung group of senior staff. As a
result, the overburdened office of the Secretary General picks and chooses
issues in which it gets involved. Delegation of responsibilities is then
sometimes unclear. This systempredates the current Secretary CGeneral, but as
nore functions are added to the UN mandate, nore pressure is put on the process.

PROPCSALS
So, what reform proposals woul d nake sense to nmake sone of the process nore

wor kabl e? Here are a few.

Fundi ng:



As many UN organi zational units as possible, including all operational and
coordi nati on bodi es, should be fully voluntarily funded. This includes but is
not limted to: OCHA, OHCHR, UNHCR UNCTAD, UNEP, UNRWA, Habitat, and the

regi onal econonmic comrissions. Al the secretariat departnents shoul d be
reviewed with the idea of creating a base of funding through assessnments and a
portion of the funding fromvoluntary contributions. Having nore entities funded
voluntarily will create an incentive structure for performance and woul d
stream i ne the regul ar budget.

CGover nance:

Conmittees of the General Assenmbly shoul d be reestablished using the sane
principle as that which governs parlianments and congress. Each conm ttee should
have a sub-set of nmenber states (I recommend 36) as nenbers, each elected on a
rotating basis for three year terns.

The inter-governmental machinery should al so be reviewed. Between the GA and
ECOSCC there are some 300 subsidiary bodies. They all ask for multiple studies
and reports that help keep the bureaucracy very busy. Repetition should be
elimnated (ie Human Rights di scussed at the Conmi ssion, ECOSCC, the Third
Conmttee of the GA, and the General Assenbly).

Mandat es of all UN agencies of all types should be reviewed to determ ne current
rel evance, effectiveness, and to avoid duplications. A major review and
consultation with i ndependent organizational experts could conduct such a
review. (This would need support fromall independent agency governing bodies.)

DPKO, the UN s Peacekeepi ng operation, should have a formal governance structure
responsible for its oversight and direction. The operational roles of the
Department of Political Affairs should al so be under this new structure, or

del egated to UNDP. DPKO is a huge operational departnent. It's current budget
is far larger than that of the Secretariat, yet it operates institutionally I|ike
a staff departnent. The Security Council, which sets its nmandates, is not, nor
should it be, an oversight body.

Managenent Accountability:

Wthin the Secretariat, clear reporting relationships and lines of authority
must be created. It is not possible for all Under Secretary General |eve
officials to report to the Secretary CGeneral. Al seni or officials should be
hel d accountabl e for the annual performance of their organizations, which should
be measured agai nst goal s.

The responsibilities of positions at the USG and ASG | evel s shoul d be revi ened
by outside experts to insure that the levels are comensurate with the
responsibilities. Were appropriate, |evels should be downgraded once current
i ncunbents depart.

Mandat ory intensive training progranms on managenent, et hi cs, and UN
regul ati ons/ procedures should be organized for all senior officials.

Al UN staff serving throughout the world should receive the sane salaries and
al  owances as all others serving in simlar conditions. Currently, though the
sal aries are standard, the other allowances vary by organi zati on, causing parity
i ssues, especially in field assignnents.



Al UN staff at the D-1 |evel and above, including tenporary and dollar a year
contractors, should conplete robust financial disclosure fornms. Approval of
such forms, that would hel p guard against conflicts of interest, shoul d be a
condi ti on of enploynent.

The role of EVALUATION with in the UN system should be reviewed with the
objective of insuring effectiveness and avoi di ng duplication. An external
entity should review the evaluation roles of the OGS, the Joint |Inspection
Unit, the External Board of Auditors, and other appropriate functions.

O her Recommendat i ons:

The International Gvil Service Conmi ssion should be reengi neered. At a m ni mum
the reformproposals currently on the table should be adopted.

Conf erence Services should have goals for gradual outsourcing of much of its
wor k, including having translation work done fromcountries of origin of the
| anguage and from homes of staff or consultants.

Real nobility should be put in place, with staff menbers transferring to and
from NY, not just on tenmporary m ssion assignments. Pronotions should not be
options for professional staff who are not nobile.

The Secretary General should have funding available to offer buyouts to those
staff who are not nobile and to st aff whose departnents are downsi zed

CONCLUSI ON

Twel ve plus years at the UN has made ne understand, froman intinmate

pr of essi onal perspective, the critical inmportance of the United Nations in the
world today. | stand ready to work in a constructive manner wherever
appropriate, to help strengthen its effectiveness and operational efficiency.

| trust that the committee will mrmake forceful proposals that would,if they were
to be adopted by the UN, nake a significant contribution to reform | hope that
t hose proposal s are made as gui dance to the US Departnent of State, recognizing
the chal |l enges of achieving certain nmeasures, and with flexibility available to
US representatives.

This year is a critical year for the UN with a Heads of State Sunmt plann ed
for Septenber and schedul ed to nake decisions on the next major UN reformns.
Preparations for this event has been on-going, with menber states well into the
process of working out their collective views on a whole variety of issues.
American | eadership i s crucial to this process.

Thank you for inviting me to appear before you today. | stand ready to answer
your questions, and to work with you in the future.



